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ENCLOSURE A

BOUGH PLAR FOR AN OFFICE OF ESTIHATES

This plan is basad on the concepts held in 1945-L6 and more
recently set forth in the Dulles Report, NSC 50, and the "Webb
Proposals”, One point must be made absolutely olear however, in
order to avoid the patent defects of a joint conmittee sysienm.
It must be understood by all concerned that the Director at his
level and the Assistant Director at his, having heard all the
pertinent evidence and argument, have & powsr of decision with
respect to the form and content of the estimnte, other interssted
parties retaining the right to record divergent views when these
relate to substantlal lssues and serve to increase the reader's
comprehension of the problem, und then enly,

The plan alsc presupposes:

a, The establishment of a Research Office in CIA to provide
intelfi.ganee research reports in fislds of common concern le.gz.,
scientific, economic, geographic).

bs Action to make sure of the availabllity of research
~gupport from the departmental ugencies adequate to meet the require-
- ments of the Estimates Offlice as to both timelinsss and content,.
This conditvlon cannot be met at present.

¢+ The recrultment of requisite senior perswnnei a8 rapidly
ag possible., The contemplated Office cannot be adequately manned
with personnel now in CIA,

ds | Thorough indoctrination of the IAC agencles in the new,
cooperative concept, and a new start in relations with them.
Initiation of the plan in the atmosphere which now exists would
very probably be taken by them as an opportunity to impcse on
the partly imaginary CI4 with vhich they have long contended.
This plan will not work except on a basis of mutual confidence and
cooperation in the national interest.

ORGANTZATION AND FURCTIONS

Office of the Assistant Director

Assistant Director and Deputy Assistant Director
Coordination and Liaison Staff
Administrative 3taff
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Coordination and liaison Staff (For supporting argumentation see

the Arnex to this Enclosure, )

Ay Compozition.
1» Une full-time representative sach designated by
the IAC representatives of State, Army, Navy, and
Air Force respectively.

2+ A similar representative of the CIA ressarch office
{or part-time representation of eaci of its major
components? ),

3« CIA Staff Assistant, NSC Staff
e A similar CIA representative with 0SD and JIG
5. Executive secrstariat.

B, Functions
1. In general, to represent the interest of their
respective agencles in the Estimates Office, and
the interest of the Estimates Office in their
respective agencies,

2+ BSpecifically, to assist the Assistant Director ins
8. Developing the ostimates production program.

be Formulsting the terms of reference for parti-
cular estimatas.

¢« Formulating requests for research gupport and
obtaining prompt and effective cumpliance therew
withe

ds Reviewing the estimates produced prior to thelr
submission to the Director and the IAC,

€. Seocuring IAC goncurrence, or at least the formula-
tion of dissent in the 1lizht of joint considera-
tion,

Administrative Staff

Personnel, fiscal, and administrative services.
Recelpt and disseminution services,
Reproduction services,

g ¥

Current Intelligence Division .

Production of the Daily Summery
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Editing and publisning of other periodical revisws,
Custedy of sensitive material,

Haintenance of situation room,

¥aintenance of offehours watch.

 Pive Regionul Divisions: American, North Atlantic, East Euwm pean,
Jouthern, and Far Eastern.

A+ Composition
1. Senlor znalysts wgll qualified by aptitude and

axperience for eritical appraisal of current
information and research data, for the perception
of emergent trends, and for interpretation of ths
significance of current or anticipated developments.
While avery sort of expertise -- political, economic,
rilitary, and area -~ should be represented, the
emphaslis should be on appreciation of the sffect of
81l factors in combination.

2, Integral research support for these senlor analysts,
to &sgsist them by keeping track of current develop-
ments, organizing research data from various sources,
doing leg work, and drafting under thelr direction.

B. Fune tions
1., Survdllance of the developing situation, consultative
- guldance of the Current Intelligence Division, and
the initiation of research projects and of estimstes
&g required.

2. Production of estimates falling within Divisionsl
gonpetence,

3« Provision of appropriate expert participation in
task groups formed to produce estiszates of broadar
BCODE

Functiqnal Division

Provision of expertise (e.g., sclentific, econcmic, geographic)
as required on & functional rather than reglonal basis.

Goneral Division

A very few analysts of broad competence rather than particular
specialization, to concern themselves with the inter-
relationship of developments falling within the cognizance

of two or more divisiond and to provide leadership for task
groups set up to deal wlith such problems.
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HYPOTHETICAL CASE

(This 1s intentionally & ratner complicated case, Host casss could
probably be handled more simply, by the same basic procedurs, but
with fewer stages,)

1+ HNeed for an intallirence eatinmate arises in relation to
& problen before the NSC Staff,

2s Requirvement comaunicated to Assistant Dirsctor by CIA
S8taff Asslstant, NSC Staff.

3« FRequiremant considered by Assisiant Director in consultation
with appropriate members of Coordination & Liaison Staff and chiefs
of Divisiona concerned. These consultants assist hin in:

,/

&s Foraulating 4 ‘statement of the problem and of the
natura and scops of tha responss required.

b. Determining whether the requirsment can be met
from Information already on hand, or whether specific research
support is required.

Lo Fomulabing requisitions for research support.

de Ensuring prompt and effective response to such
requiai‘bions by thelr respective agenciles.

e, Forming an appropriate task group within the office
to produce the required estimate.

L. Executive Secrstariatsrecords decisions taken pursuant to
foregoing consideration and sees o their execubion.

5. Task group makes direct contact with research agencies
with respect to ressarch required,

6. Ressarsh contributions received and reviewed by tesk
group, which may directly require explanation, elaboration, or
" Justification of departmental findings, raporting to the Assistant
Director if not matisfied.

T« Satlsfactory research support heving been cbtained, task
group proceeds to dsvelop integrated satimate.

B, Draft estivate submitted to Assletant Director for review
in consultation with task group and appropriate meunbers of
Coordination & Lialson Starff.

2+ Draft eatinute elther tentatively adopted or referred
back to task group for revision to meet shortecomings.

10, I&0 reactions to sstimates tentatively adopted by

CONFIDENTIAL
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- Assistant Director obteined through C & L Staff. At tnis stage
it 1s the function of thess officers personally to explain and
if possivle justify CIA estimate to their respactive principals.

1l. Final review of estimate by Assistant Director and
C&L Staff with consideration of TAC reactions.

12 Istimate formally submitted to Director as agreed, or
with notation of prospective dissents as developed in joint
discussion,

13, FReview of estimats by Director with IAC and final
action theroon,

1, Publication of estimate as adopted by Director with
notation of any finsl dissent.

EOHFEEEMM
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